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Abstract
Purpose – The purpose of this paper is to examine operational-level implementation issues regarding
mergers and acquisitions (M&As) in general, and resource combination and integration at the
functional marketing level in particular.
Design/methodology/approach – The paper introduces four factors (i.e. collaboration, interaction,
marketing synergy, and the realignment of marketing resources) that support successful M&A
marketing integration and enhance overall M&A performance.
Findings – The results indicate that marketing synergy and the realignment of marketing resources
contribute significantly to the extent of integration. At the same time, the authors find a significant but
negative relationship between the interaction dimension and the speed of integration.
Originality/value – The cultural integration of firms that feature different management styles and
organizational cultures has been recognized as a particularly challenging aspect of cross-border
M&As. This study explains factors that contribute to effective marketing integration in M&As.
Keywords Mergers and acquisitions, Marketing integration
Paper type Research paper
Introduction
Cross-border mergers and acquisitions (M&As) are a very intricate phenomenon
compared to domestic M&As (Sinkovics et al., 2014a, b, c; Stahl and Mendenhall,
2005). High levels of commitment and patience are required from M&A players starting
from day one of the unification. Close relationships between the parties that foster
cooperative behavior on an ongoing basis are critically important in facilitatingInternational Marketing Review
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successful M&A outcomes. Ways to nurture these close relationships include
open communication and transparent policies at both ends of the acquirer/acquired
dyad. However, the use of M&As as strategic vehicles for the bundling of resources
from different organizations may encounter a number of challenges. First, acquirers
are required to have the “capacity to learn about the environment and the business
world” in the acquired firm’s home country (Meschi and Metais, 2006, p. 445). Second,
integration processes frequently lack strategic rationales and are subject to unrealistic
expectations in terms of the synergies that can be created (Aguilera and Dencker, 2004).
Thus, acquiring firms need to have the willingness and the capacity to learn about the
acquired firm’s internal and external environment. They also need to develop skills and
the necessary strategic insights to successfully manage the integration process.
While all functional areas within the merging firms are expected to contribute to
the achievement of satisfactory integration outcomes in this paper we argue that the
integration of marketing processes and the leveraging of marketing managers’
capabilities between the two entities play a particularly vital role. Marketing integration
is defined here as the combination of two marketing activities between the acquirer
and acquired into an integrated process which includes bundling, coordinating, and
managing of formerly dispersed marketing resources and structures into a strategically
consolidated unit (Sinkovics et al., 2014a, b, c). At the same time we argue that marketing
managers are in a very good position to facilitate the integration process beyond the
merger of two marketing departments (cf. Cartwright and Schoenberg, 2006). Given
the nature of their core competencies they can add value by enabling constructive
communication and fostering understanding between the two parties. Especially in cases
where the acquirer and the acquired are in geographically and psychically distant
locations, marketing managers from both sides can jointly aid the negotiation and
implementation of a new organizational psychological contract (cf. Huiyuan and Xin,
2008). From a marketing strategy perspective, approaching marketing integration in a
more mindful way may help avoid or reduce corporate marketing myopia (cf. John, 2011)
through a fresh perspective brought in by the acquired marketing department. Also, in
addition to the retention of existing customers the exchange of marketing information and
the fostering of mutual learning can directly improve the overall market position and
increase customer acquisition rates (Oosthuizen, 2002). On the other hand, acquirer-driven
functional marketing integration without appropriate knowledge sharing and transfer
about both the internal and external environments can be argued to strengthen corporate
marketing myopia.
Furthermore, the emergence of successful lead firms from developing countries
(Williamson et al., 2013) is currently stirring a lot of scholarly interest. Due to their
distinctive development paths these firms are often seen as possessing capabilities that
enable them to act as game-changers in the global economy (Sinkovics et al., 2014a, b, c).
Thus it can be argued that the codification and transfer of such path-dependent
knowledge between the acquirer and the acquired is of very high value. Following the
above argumentation, if marketing managers from both sides can jointly leverage their
core competencies to aid the knowledge transfer process during post-M&A integration,
this can be regarded as a very important contribution to value creation in a cross-border
M&A.
However, despite its potential to create value in cross-border M&As, marketing
integration is rarely at the core of the empirical agenda (cf. Jedin and Saad, 2012;
Kahn and Mentzer, 1998). Most studies focus on the integration of marketing with







































(e.g. Parry and Song, 1993), logistics (e.g. Ellinger et al., 2000), human resources
(e.g. Chimhanzi, 2004), and engineering units (e.g. Lancaster, 1993). Furthermore,
while there is a strong surge of studies on developing country firms (Sinkovics et al.,
2014a, b, c) it is surprising that with the notable exceptions of Kale (2004) and
Pangarkar and Lie (2004) international M&A research has not explicitly considered
integration aspects in developing country contexts.
To this end, the present paper aims to make a contribution in the following ways.
First, by extending previous frameworks such as that of Homburg and Bucerius (2005)
and Jedin and Saad (2012), we empirically examine how the realignment of marketing
resources between the acquiring and the acquired firm and the synergizing of
previously separate marketing resources contribute to an improved M&A performance.
Second, we contribute to theory by drawing on the extended resource-based view
(RBV) of capabilities to advance the conceptualization of the socialization process
(i.e. collaboration, interaction) and the resource integration process (i.e. marketing
resource realignment and marketing synergy) as antecedents to M&A performance.
We further extend existing research by introducing integration outcomes (i.e. cost
savings and effectiveness of relationships between the acquirer and the acquired) as
mediating effects. In this study we focus on process-related factors that stimulate
marketing integration and highlight the importance of effective relationships among the
marketers for M&A performance. Lastly, we empirically examine the antecedents to
marketing integration in an international, developing country M&A setting.
Theoretical background and hypothesis development
The extended RBV on capabilities
The RBV offers a useful framework for the discussion of the redeployment and
management of resources and capabilities in organizations (Ahuja and Katila, 2001;
Capron andMitchell, 1998; Jedin and Saad, 2012;Wang and Zajac, 2007). It has previously
been used inM&A studies with a focus on the redeployment and integration of brand and
sales resources (Capron and Hulland, 1999; Yung-Ming, 2006). Jedin and Saad (2012) also
draw on the RBV to underpin their investigations of factors that can aid the marketing
integration process in M&As. The present paper seeks to take this RBV-based theorizing
one step further.
The RBV proposes that firms possessing valuable, rare, inimitable, and not
substitutable internal resources and organizational capabilities can achieve higher levels
of sustained competitive advantage (Barney, 2001). Following this logic, in a cross-border
M&A context the sustained competitive advantage can be achieved: first, through the
acquisition of a company that possesses such resources and capabilities; second, through
the joint development of such resources and capabilities in the post-M&A integration
phase; or third, by leveraging the acquirer’s the unique capability to synthetize and
coordinate acquired resources and capabilities.
This study demonstrates the links between the extended RBV and the marketing
integration process (i.e. marketing capabilities) through key marketing resources such
as brand, salesforce, and general marketing expertise and shows how these resources
are deployed to enhance the original firm’s capabilities so as to manifest a competitive
advantage (Bruni and Verona, 2009; Capron and Hulland, 1999; Fang and Zou, 2009;
Lavie, 2006). In addition to the integration of marketing resources the present study
also highlights the importance of synergizing and synthesizing capabilities. This process






































(Dutta et al., 1999; Hooley et al., 2005), particularly when the M&A involves two firms
from dissimilar country backgrounds (Larsson and Finkelstein, 1999).
Furthermore, we view an efficient and effective marketing integration process
as vital to marketing capability development in the post-merger integration phase.
As mentioned in the introduction section, we hold that when the marketing integration
process is executed mindfully and in an inclusive manner, marketing managers from
the acquired firm may bring in new and at times unexpected viewpoints. This fresh
perspective can then contribute to the avoidance or reduction of corporate marketing
myopia (cf. John, 2011).
Drawing on the extended RBV and based on the above arguments, we introduce
two process-related dimensions as antecedents of marketing integration in M&As.
These dimensions are the socialization (Schreyögg and Kliesch-Eberl, 2007) and
resource integration processes (Helfat and Peteraf, 2003; Mahoney, 2001; Srivastava
et al., 2001) as shown in Figure 1. Both dimensions can be further broken down into two
sub-dimensions. The socialization process comprises of two dimensions, i.e. interaction
and collaboration (Jedin and Saad, 2012; Lubatkin et al., 1998; Weber et al., 2009).
In particular, we propose that “collaboration” differs from “interaction.” While
interaction mostly relates to formal and informal communicational forms such as
management meetings, problem-solving committees, and day-to-day communication,
the development of genuine collaboration requires more time and involvement (Kahn
and Mentzer, 1998).
The resource integration process dimension incorporates the sub-dimensions
“realignment of marketing resources” and “marketing synergy” as antecedents to
the marketing integration process (Jedin and Saad, 2012; Sinkovics et al., 2014a, b, c).
The underpinning argument is that to ensure the effective integration of a marketing
function that features joint new products, harmonized prices, sales systems, etc., it is
important that the acquiring firm builds on previously existing marketing resources
such as brands, salesforce, and expertise, and looks at combining these resources
synergistically (Bruni and Verona, 2009).
As shown in Figure 1, both the resource integration process and the socialization
process between the acquirer and acquired can be regarded as critical enablers of
marketing integration. At the same time the extent and speed of marketing integration
can be conceptually connected to the outcomes of the integration process which in turn
have an impact on M&A performance.
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Antecedents of marketing integration
Collaboration. In the context of M&A integration, collaboration is often defined as a
process involving “teams” that work together by sharing resources through inter-functional
connections (Weiss and Hughes, 2005). Collaboration with foreign partners can benefit
firms by allowing them to access knowledge assets that may otherwise be costly and
difficult to obtain. Alternative vehicles that are frequently mentioned include joint
ventures and non-equity alliances (Shrader, 2001). Collaboration through M&As
is suggested to be easier in terms of control issues, because the acquiring firm
retains decision-making authority regarding the access and utilization of knowledge
resources. However, despite this formal authority, soft collaborative factors such as the
willingness, motivation, and attitudes of the acquired employees will also influence
.the outcome of the integration process (Faulkner et al., 2002). In the context of marketing
integration, Kahn and Mentzer (1998) define collaboration as an effective and volitional
process with a focus on working together. It can be argued that successful collaboration
calls for a strong organizational psychological contract (cf. Huiyuan and Xin, 2008) as it
can only work if employees can agree on common goals and subscribe to the pursuit
of a shared vision (Kahn and Mentzer, 1998). Thus we argue that marketing managers
from both sides can not only leverage their communication and cultural sensitivity skills
to foster the integration and synthesis of specific marketing competencies, but can also
further the integration process by contributing to the identification management of both
employees and consumers (cf. Cardador and Pratt, 2006).
In terms of the impact of collaboration on integration effectiveness, in the context
of marketing-logistics integration Stank et al. (1999) find that the more frequently
collaborative behavior takes place, the better is the performance and the effectiveness
of the inter-functional relationship. In a similar vein, Tsai and Ghoshal (1998) find a
positive relationship between relational capital and value creation. Therefore we
propose that:
H1a (+). The greater the collaboration, the greater is the extent of marketing
integration.
H1b (+). The greater the collaboration, the greater is the speed of marketing
integration.
Interaction. Interaction between the acquirer and acquired creates synergy by
emphasizing the use of communication in the form of meetings and information flow
(Kahn and Mentzer, 1998). Interaction not only facilitates communication, but also
improves collaboration and coordination in a complex and turbulent environment, especially
in M&As. In fact, performance improves dramatically when people communicate with each
other (Ellinger et al., 2000).
Interaction refers to any contact or relationship, whether with customers or
employees, and whether those employees report to the same line manager or not. From
a marketing perspective, Ruekert andWalker (1987) note that interactions in a marketing
environment are established through the relationships marketing managers have with
their subordinates. They suggest that the coordinating role of dealing with customer
demands and linking them to other functional activities inside or outside the organization
triggers interactions. Most of these interaction activities relate to information exchanges
and include meetings, teleconferencing, and memos (Kahn and Mentzer, 1998). In the






































in initiating various forms of social interactions, such as informal conversations and
meetings, more formal taskforce teams, problem-solving committees, etc. Through this
interactive socialization process, marketing staff in the acquired firm can gain a better
understanding of the social norms existing in the acquirer’s marketing strategies and
activities. In this way, the extent of and time allocated to integrating marketing resources
are effectively and efficiently managed and internalized in well-integrated marketing
plans and activities under the structurally integrated unit. For the cross-border M&A and
marketing integration context of this study, the following hypotheses are posited:
H2a (+). The greater the interaction, the greater is the extent of marketing integration.
H2b (+). The greater the interaction, the greater is the speed of marketing
integration.
Realignment of marketing resources. The realignment of marketing resources is crucial,
as it organizes and structures the marketing resources for both the acquiring and the
acquired firm. As noted by Guenzi and Troilo (2007), the realignment of marketing
resources implies that activities previously carried out by unrelated marketing
functions become supportive of each other (Rouzies et al., 2005). Realignment thus
involves optimizing the capabilities that existed in the pre-M&A stage, with a view to
generating superior customer service post-integration. Guenzi and Troilo (2007)
highlight that the alignment of different functions is a capability in itself, and one that
requires appropriate mechanisms such as collaboration, integration, organizational
design, and communication technology and infrastructure. Capron and Hulland (1999)
posit that marketing resources such as brand and salesforce are notoriously difficult to
develop in organizations. Drawing on the extended RBV, acquiring firms that are able
to take advantage of existing resources, and manage to integrate those immobile assets
with their own during the acquisition process, increase the potential for the redeployment
of the resources in the newly formed firm. Brand, salesforce resources, general marketing
expertise, and knowledge resources that are transferred from the acquired firm to the
new one, and are appropriately aligned with the acquiring firm’s existing resources, are
crucial for boosting integration outcomes. The amount of time that is required to align
previously separate marketing resources will be a function of the similarity of those
resources and the need for adjustments in the way they are organized. From this, we
propose that:
H3a (+). The greater the alignment of marketing resources, the greater is the extent
of marketing integration.
H3b (+). The greater the alignment of marketing resources, the greater is the speed
of marketing integration.
Marketing synergy. Synergy is an interaction or combination between two parties that
leads to a combined effect greater than the sum of their parts. It implies the ability to
leverage the strengths and capabilities of a particular organization. In fact, synergy has
become a key success factor in the areas of new product development and financial
services innovation (Cooper and Edgett, 1996). In this particular study, we focus
on marketing synergy. We stress that the marketing synergy emanating from the
combination of an acquiring and acquired firm must be effectively managed and
leveraged in order to create desired performance outcomes. We draw on Weber and







































thus seen as the combination of marketing resources in the combined firm with a view
to reducing the wasteful duplication of market resources in a more effective target
entity. This process of leveraging synergies must be carefully managed during the
integration period. Management challenges and blocks in the process of restructuring
marketing resources may inhibit the potential to create a powerful new operation
and thus restrict opportunities for improved marketing research, a more effective
salesforce, and advertising/promotion and distribution resources, which – in turn – will
inhibit the creation of superior firm performance (Hooley et al., 2005). Therefore, we
hypothesize:
H4a (+). The greater is the marketing synergy, the greater is the extent of
marketing integration.
H4b (+). The greater is the marketing synergy, the greater is the speed of marketing
integration.
Marketing integration and integration outcomes
Extent of marketing integration. According to Datta (1991), the main benefit that can be
gained from the post-acquisition integration of operations is making more effective use
of existing capabilities. Integration can also reduce the costs of production, finance,
inventory holding, marketing, advertising, and distribution (Howell, 1970). Furthermore,
relatively little attention has been paid to the dynamics of the integration process and the
potentially critical role that the acquirer’s integration decisions and actions play in
determining the success of an M&A (Stahl and Voigt, 2004). In this paper we follow the
conceptualization of the marketing integration process, as recommended in Homburg
and Bucerius (2005). We use similar dimensions, which includes the extent of integration
and the speed of integration. The integration construct includes the achievements of both
the acquirer and the acquired firm in terms of marketing systems, structures, activities,
and processes. As noted by Homburg and Bucerius (2005), it is necessary to consider the
extent of the differences between the acquirer and the acquired firm in terms of prices
and sales system, and look at how they can be integrated:
H5a (+). The greater is the extent of marketing integration, the more cost savings
can be made.
H5b (+). The greater is the extent of marketing integration, the more effective are
the relationships between the marketers.
Speed of marketing integration. Speed in M&A integration is associated with
decisiveness, gaining an advantage, and time saving (Angwin, 2004). Speed is highly
important, particularly in the integration process itself (Homburg and Bucerius, 2006;
Orit et al., 2003). It is defined as the time needed to achieve the intended level of marketing
integration (Homburg and Bucerius, 2006). A slow integration process is said to create
problems and harm the opportunity to take advantage of the energy stirred up by the
M&A event (Huang and Kleiner, 2004). However, according to Schweiger and Goulet
(2000), there are two schools of thought on this, one favoring the slow and one the rapid
integration approach. In the first school of thought, the acquirer takes time to get to know
the target firm, its staff, culture, operations, and markets before making any drastic
changes. In contrast, the second school of thought advocates a quick integration and
emphasizes efficiency. It aims at avoiding uncertainty in terms of strategic direction,






































Hadjian (2000) presents another view, according to which speed of integration is a hinge
that holds together the success of the combined firms. Therefore, we hypothesize:
H6a (+). The greater the speed of marketing integration, the more cost savings can
be made.
H6b (+). The greater the speed of marketing integration, the more effective are the
relationships between the marketers.
Integration outcomes and M&A performance
Cost saving. One of the reasons why firms engage in M&As is to make cost savings
(Zofnass, 1998). There are many forms of cost savings to be made in mergers, such as the
removal of duplication, especially in functional areas, the realignment of resources, and
the optimization of technology development and/or deployment. Campa and Hernando
(2006) support this claim and describe further forms of cost reductions in the form of
branch network rationalization, the reduction of back-office operations, etc. These
activities are suggested to contribute an additional 10-20 percent to the projected annual
cost savings in M&A workface reduction (Lam et al., 2007). Therefore, we hypothesize:
H7 (+). The more cost savings are made, the better is the M&A performance.
Marketers’ relationship effectiveness. Even after a merger is completed, relationship
gaps between the two firms still exist. The staff of the target firm will always be more
sensitive to decisions made by the new owner (Sinkovics et al., 2011). Therefore, quick
action is needed to create good relationships so as to bridge this gap and avoid losing
key personnel (Jedin and Saad, 2012). Moreover, the feeling of being discriminated
against should be avoided or remedied. The acquirer needs to develop a good flow of
information, by introducing regular formal and informal discussions between old and
new staff members. This is important as it can help to avoid the spread of irrational
rumors that could otherwise lead to the collapse of the newly built firm. According to
a report by the Leung et al. (2008), post-merger integration in developing countries
entails more than simply dealing with valuation problems. Such integration also
encompasses emotional elements. When employees’ emotions are not stable,
the relationships between them could be jeopardized. The acquirer firm can preempt
or address such problems by communicating commitment to key staff, such as
relationship marketing managers (Richey et al., 2008). This is in line with Guenzi and
Troilo’s (2007) study on the effectiveness of relationships between marketing and sales
functional units in terms of increasing customer value and consequently boosting
market performance. Relationship gaps among the marketers, particularly in M&As,
may not be immediately visible, but will require long-term attention as relationships
take time to develop (Richey et al., 2008). Therefore, we hypothesize:
H8 (+). The more effective are the relationships between the marketers, the better is
the M&A performance.
Methodology
Sample and data collection
We collected data through a survey in 2008. In this study, we look into various
cross-border M&A transactions undertaken by Malaysian and Indonesian firms, the
“acquirers,” within the seven-year period 2000-2006. This particular timeframe was







































especially Malaysia, Thailand, and Indonesia, following the financial turmoil of
1997-1999 (United Nations, 2000). In our first step, we identified M&A cases via the
Thomson One Banker database, and cross-checked them via local stock exchange
agencies, specifically the Securities Commission and Bursa Malaysia (Malaysia), and
Jakarta Stock Exchange (Indonesia). In terms of the M&A transactions studied,
we captured all completed cases with Malaysian or Indonesian acquirers. Where
acquiring firms were involved in more than one M&A case (Hunt, 1990), we included all
of the M&As in our sampling frame, thus improving on studies such as Papadakis
(2005) that only include one M&A per company.
To account for cross-country variations and the emerging-country context, we set
the minimum threshold value for the cross-border transactions to be US$1 million,
which is lower than Kogut and Singh’s (1988) value of US$10 million. The unit of
analysis comprises acquiring firms from Malaysia and Indonesia, but the sampling
frame is not restricted in terms of sectors or specific industry backgrounds in any way.
Out of 1,697 M&A cases listed in Thomson One Banker, we identified 250 cross-border
cases with acquirers from Malaysia and 18 with acquirers from Indonesia. After
retaining only those transactions above US$1 million, and only those in which there
was substantial marketing-function involvement, we were left with 131 acquisitions
originating in Malaysia and 15 in Indonesia, totaling 146 M&A cases. A questionnaire
capturing the relevant conceptual dimensions (see the construct measurement section)
was translated from English into Bahasia Malaysia and Bahasia Indonesia, and back-
translated following the guidelines of Brislin (1970). A total of 112 responses were
obtained from the acquiring firms in Malaysia and Indonesia. Data collection took place
over a period of three months, the respondents including the CEOs of the acquiring
firms and/or senior marketing managers directly involved in the M&A integration
process. After discarding three incomplete responses, we were eventually left with 109
valid responses from 94 Malaysian and 15 Indonesian acquirers. The target firms were
located in 29 different countries as shown in Table I. While there is a strong
regional focus with respect to M&A internationalization toward Southeast Asia (e.g. 17
Malaysian firms expanded into Indonesia, and a total of 13 of the M&As targeted
neighboring Singapore), a sizeable number of the target firms are based in China (11)
and Thailand (14), and the geographic reach also involves target locations in Australia,
Germany, the UK, and the USA.
The number of valid responses (109) is equivalent to a 74 percent response rate.
Compared to the effective response rates of previous studies such as Capron
and Hulland (1999) (21.5 percent¼ 253/1,778) and Homburg and Bucerius (2005)
(15.6 percent¼ 232/1,483), this is pleasingly high. There are several reasons for this.
Applying the tailored design method and social exchange mechanisms suggested by
Dillman (2007), we used multiple contacts to follow up with the respondents. We used a
postal mail-out, offered the option of questionnaire completion via a web-survey, and
targeted respondents via e-mail with time-staggered reminders. Table II indicates the
industry profile of the respondent M&A cases. In assessing early/late response bias, we
followed the procedure suggested by Armstrong and Overton (1977). We compared early
and late respondents and also checked, using multivariate analysis of variance, whether
the response format used (i.e. traditional vs web based vs e-mail) differed in any way
between the two groups. The results did not reveal any significant differences. We
proceeded with a non-response test, checking whether the Malaysian non-response was
significantly different from the Indonesian non-response. The results of t-tests on the data






































Construct measurement and common method bias
All of the items in the questionnaire were measured using seven-point Likert scales
(1¼ strongly disagree/very infrequent/very low, 7¼ strongly agree/very frequent/very
high, respectively; the specific anchor points used for each of the dimensions and
their response categories are shown in Table IV). Items were adapted from previous
empirical research on marketing integration, most of which was related to M&As.
Regarding the antecedent constructs, we adapted collaboration and interaction from
Kahn and Mentzer (1998) and the realignment of marketing resources from Homburg
and Bucerius (2005). Items from Larsson and Finkelstein (1999) and Song et al. (1997)
were used to construct a scale for marketing synergy that was conceptualized based on
Weber and Dholakia (2000). Within the marketing integration dimension, the extent
of marketing integration and speed of marketing integration constructs were adapted
from Homburg and Bucerius (2005). Within marketing integration outcomes, cost
savings items were adapted from Homburg and Bucerius (2005) and relationship
effectiveness items from Guenzi and Troilo (2007). Finally, the M&A performance items
were adapted from Colombo et al. (2007).
When a survey method is used to collect data using a single source, common method
bias is always a potential issue. Thus, we followed the steps suggested by Podsakoff
et al. (2003) for limiting and assessing the effects of common method variance.
Id Country Frequency %
1. Arab Emirates 1 0.9
2. Australia 6 5.5
3. Bangladesh 1 0.9
4. Brazil 1 0.9
5. Brunei 1 0.9
6. Cambodia 2 1.8
7. China 11 10.1
8. Egypt 1 0.9
9. Germany 1 0.9
10. Hong Kong 1 0.9
11. India 9 8.3
12. Indonesia 17 15.6
13. Israel 1 0.9
14. Italy 1 0.9
15. Malaysia 1 0.9
16. Mauritius 2 1.8
17. The Netherlands 3 2.8
18. New Zealand 1 0.9
19. Pakistan 1 0.9
20. Philippine 1 0.9
21. Singapore 13 11.9
22. South Africa 1 0.9
23. Sri Lanka 1 0.9
24. Switzerland 1 0.9
25. Taiwan 4 3.7
26. Thailand 14 12.8
27. UK 5 4.6
28. USA 5 4.6
29. Vietnam 2 1.8










































First, scale items were carefully constructed by drawing on existing research and using
a systematic questionnaire and measure development and refinement process. Second,
we guaranteed anonymity to all respondents, urged them to respond to the questions as
honestly as possible, and to bear in mind that there were no right or wrong answers,
and assured them that the results would only be presented to third parties in an
anonymized and aggregated form. Third, within the questionnaire, items were grouped
together within general topic areas, and not within conceptual dimensions, so that the
respondents would be unable to readily detect which underlying constructs were being
measured, or to guess at the relationships between the predictor and criterion variables.
Fourth, we used post hoc methods, namely Harman’s one-factor rule and partial
correlation, to assess the potential effect of common method bias (Podsakoff and
Organ, 1986). The analysis produced seven factors with eigenvalues W1, accounting
for 72 percent of the variance. Neither a single factor nor a general factor emerged that
could account for the majority of the covariance in the measures. Fifth, we collected
objective performance data on sales growth from 22 firms in the sample. The
correlation between the objective sales growth and perceptional performance measure
was 0.402 (po0.01), which supports the external validity of the psychometric measures
used in the questionnaire. We thus conclude that common method bias does not seem to
pose a major threat to the study (Podsakoff and Organ, 1986).
Data analysis
We analyzed the data, using partial least squares (PLS) analysis, implemented in
SmartPLS 2.0 (Ringle et al., 2005). PLS is a variance-based structural equation modeling
(SEM) approach, which is widely used to analyze data in order to estimate complex
relationships between constructs in business and management (Gudergan et al., 2008).
PLS-SEM has not only been applied in international marketing (Hair et al., 2012;
Industry Cases Industry Cases
Automotive 4 Machinery 1
Brokerage and commodity 3 Manufacturing 3
Computing and wireless 2 Manufacturing Equipment 1
Construction 7 Media Broadcasts 1
Construction materials 1 Metal and Mining 2
Chemical 1 Oil & Gas 7
Clothing 2 Oil Products 1
Consulting 2 Publishing and Advertising 2
Property developer 2 Petrochemical 3
Electronics 7 Packaging 1
Engineering 5 Plantation and Agribusiness 4
Food and beverages 4 Pharmaceuticals 2
Other financial services 2 Retail Banking 3
Furniture 1 Retailing 2
Healthcare equipment 3 Software 7
Health products 1 Transportation and Logistics 2
High technology 1 Telecommunications 6
Hotel services 1 Trading and Wholesale 2
Household and consumers 2 Utilities and Infrastructure 3










































Henseler et al., 2009), but also in the area of M&A research (Cording et al., 2008).
Furthermore, PLS-SEM is appropriate for analyzing small data samples (Hoyle, 1999)
as it does not require a strict normal distribution assumption of the data (Fornell et al.,
1990). Considering our small sample size of 109, the complexity of the model, and the
relatively new research context (i.e. exploration of marketing integration in M&As
between firms from developing economies), we concluded that PLS-SEM was a suitable
method for our research (Table III).
Results
Assessment of measurement model
We assessed item reliability using the outer loading values of each item (see Table IV).
All outer loadings were over the recommended threshold of 0.7 (Henseler et al., 2009).
We assessed convergent validity through the internal consistency and discriminant
validity (Fornell and Larcker, 1981; Hulland, 1999). All internal consistency reliability
measures (i.e. Cronbach’s α and composite reliability) were above the recommended
level of 0.70 (Bagozzi and Yi, 1998; Nunnally, 1978). We assessed discriminant validity
using average variance extracted (AVE). According to Fornell and Larcker (1981), AVE
values should be greater than the variances shared between the constructs. Table V
illustrates the correlations between the constructs, and the square root of the AVE for
each construct. All diagonal elements are greater than the off-diagonal elements in
the corresponding rows and columns, indicating that there is discriminant validity
in the measurement model.
Frequency %
Designation
CEO/director level 28 25.7
Senior general manager/head of division 51 46.8




Year of firm establishment
o10 years 16 14.7
11-20 years 42 38.5
21-30 years 21 19.3
31 years and above 23 21.1
Missing 7 6.4
Number of employees
o100 employees 12 11
101-1,000 employees 32 29.4
1,001-10,000 employees 53 48.6
10,001 employees and more 10 9.2
Missing 2 1.8
Revenues (US$)
o10 million 11 10.1
11-100 million 39 35.8
101-999 million 25 22.9
More than 1 billion 19 17.4
Missing 15 13.8










































Construct and indicators Mean SD
Outer
loading
Collaboration – adapted from Kahn and Mentzer (1998). 7pL (1¼ sda, 7¼ sag). CR¼ 0.935, CA¼ 0.917
We integrate together by achieving similar goals 5.541 1.032 0.868
We integrate together by having a mutual understanding 5.624 1.043 0.895
We work together informally 5.303 1.041 0.797
We integrate by sharing ideas, information, and/or resources 5.468 1.033 0.840
We integrate by sharing the same vision for the company 5.459 1.041 0.791
We work together as a team 5.780 1.048 0.851
Interaction – adapted from Kahn and Mentzer (1998). 7pL (1¼ lf, 7¼mf). CR¼ 0.894, CA¼ 0.847
Meetings 5.486 0.967 0.786
Committees 5.450 1.139 0.811
Phone conversations 5.541 1.146 0.837
Electronic mail 5.872 1.514 0.861
Realignment of Marketing Resources – adapted from Homburg and Bucerius (2005). 7pL (1¼ naa,
7¼ vle). CR¼ 0.908, CA¼ 0.878
We have used the acquired business’s salesforce 4.789 1.375 0.702
We have used the acquired business’s brand(s) 5.239 1.380 0.793
We have used the acquired business’s marketing expertise 5.073 1.338 0.846
We have transferred our salesforce to the acquired business 4.642 1.642 0.766
We have shared our brand(s) with the acquired business 5.018 1.509 0.768
We have transferred marketing expertise to the acquired business 4.936 1.467 0.858
Marketing Synergy – self-developed, items taken and adapted from Larsson and Finkelstein (1999) and
Song et al. (1997). 7pL (1¼ vl, 7¼ vh). CR¼ 0.936, CA¼ 0.918
The similarity of marketing operations between the joining firms influenced
the marketing integration process 4.917 1.131 0.777
The complementarity of marketing operations between the joining firms
influenced the marketing integration process 5.073 1.192 0.830
The marketing research resources of both the combined firms facilitated the
marketing integration process 4.982 1.130 0.795
The salesforce resources of both the combined firms facilitated the
marketing integration process 5.120 1.136 0.837
The distribution resources of both the combined firms facilitated the
marketing integration process 5.028 1.142 0.874
The advertising/promotion resources of both the combined firms facilitated
the marketing integration process 5.202 1.169 0.900
Extent of Marketing Integration – adapted from Homburg and Bucerius (2005). 7pL (1¼ ni, 7¼ ci).
CR¼ 0.943, CA¼ 0.929
Products/services offered (e.g. harmonization of brand names) 4.881 1.260 0.730
New product development 4.872 1.299 0.695
Prices (e.g. harmonization of price positioning) 4.835 1.258 0.782
Communication (e.g. harmonization of advertising) 4.954 1.279 0.828
Sales system (e.g. harmonization of sales channels) 4.899 1.269 0.888
Salesforce management (e.g. harmonization of the provision system) 4.872 1.306 0.893
Information systems (e.g. harmonization of the information systems) 5.037 1.300 0.866
Internal marketing support 5.083 1.226 0.867
Speed of Integration – adapted from Homburg and Bucerius (2005). CR¼ 0.921, CA¼ 0.920
Products/services offered (e.g. harmonization of brand names) 3.908 1.229 0.801
New product development 3.303 1.244 0.727
Prices (e.g. harmonization of price positioning) 3.798 1.253 0.872
Communication (e.g. harmonization of advertising) 3.762 1.154 0.886










































Assessment of structural model
We tested the hypotheses by estimating the path coefficient effects and squared
multiple correlation (R2) values. The estimated path coefficient effects indicate the
strengths of the relationships between the dependent and independent variables
(Sheng-Hsun et al., 2006). The R2 values show the amount of variance explained by the
independent variables (Chin et al., 2003). We also assessed the path significance level
using the bootstrapping methods in SmartPLS 2.0 (M3) (Ringle et al., 2005). Figure 2
shows the results of the hypothesis tests. It presents the results according to the stage
of the process: antecedents, marketing integration, marketing integration outcomes,
and finally M&A performance.
Antecedents of marketing integration. Making up the antecedents of marketing
integration, there are four constructs, namely, collaboration, interaction, the realignment
of marketing resources, and marketing synergy. Two out of eight of the proposed
hypotheses are supported: H3a and H4a. Marketing synergy has a significant and
Construct and indicators Mean SD
Outer
loading
Salesforce management (e.g. harmonization of the provision system) 6.700 1.229 0.890
Information systems (e.g. harmonization of the information systems) 4.146 1.285 0.687
Internal marketing support 8.872 1.362 0.726
Cost reduction – adapted from Homburg and Bucerius (2005). 7pL (1¼ ds, 7¼ fs). CR¼ 0.950,
CA¼ 0.941
Products offered 5.083 1.004 0.813
Services offered 5.110 1.017 0.816
Brands 5.138 0.992 0.809
Strategic business units 5.000 1.124 0.880
Sales channels 4.982 1.169 0.838
Production locations 4.899 1.272 0.849
Sales offices 4.963 1.155 0.812
Number of employees in marketing 4.815 1.248 0.808
Total employees devoted to salesforce 4.815 1.211 0.789
Relationship effectiveness – adapted from Guenzi and Troilo (2007). 7pL (1¼ sw, 7sb). CR¼ 0.945,
CA¼ 0.922
Has the time and effort spent in developing and maintaining the relationship
with the partnering firms worthwhile? 5.294 1.021 0.912
Has the relationship between the combined firms been productive? 5.284 1.010 0.886
Have you been satisfied with the overall relationship between the combined
firms? 5.220 1.057 0.897
Has the acquirer firm carried out its responsibilities and commitments in
regard to the acquired firm? 5.320 1.051 0.909
M&A performance – adapted from Colombo et al. (2007). 7pL (1¼ sw, 7sb). CR¼ 0.936, CA¼ 0.912
Market share 5.587 0.945 0.904
Profitability (return on investment) 5.385 1.170 0.869
Competitive position 5.550 1.076 0.905
Market coverage 5.587 1.140 0.921
Customer satisfaction 5.000 1.045 0.701
Notes: SD, Standard deviation; CR, composite reliability, CA, Cronbach α; 7pL, seven-point
Likert-type scale. Anchor descriptions: sda, strongly disagree; sag, strongly agree; lf, least frequent;
mf, most frequent; naa, not at all; vle, very large extent; vl, very low; vh, very high; ni, no
integration; ci, complete integration; ds, dissatisfied; fs, fully satisfied; sw, substantially worse;










































































































































































































































































































































































































positive impact on the extent of marketing integration (b¼ 0.292, po0.05). Hence, H3a
is supported. Next, the realignment of marketing resources has a positive and
significant effect on the extent of marketing integration (b¼ 0.446, po0.001). Thus,
H4a is supported.
Six hypotheses are not supported in the antecedents of marketing integration
dimension. H2b is not supported as the interaction between the marketers is negatively
and significantly associated with the speed of marketing integration (b¼−0.281,
po0.05). For both of the collaboration constructs, the association with the extent of
marketing integration is not significant (ns): H1a (b¼ 0.103, p¼ ns) and H1b (b¼ 0.087,
p¼ ns). Therefore, H1a and H1b are not supported.
Finally, the remaining three hypotheses are not supported on the basis of
non-significant p-values: H2a (b¼ 0.030, p¼ ns), H3b (b¼−0.041, p¼ ns), and H4b
(b¼−0.113, p¼ ns).
Marketing integration outcomes and M&A performance. In terms of the path
coefficients between the constructs of marketing integration and the marketing
integration outcomes, two out of four paths are significant. The extent of marketing
integration has a positive and significant impact on cost reduction (b¼ 0.631, po0.001)
and relationship effectiveness (b¼ 0.411, po0.001). Therefore, we find support for
both H5a and H5b. The relationship between the speed of integration and cost savings
is not significant (b¼−0.049, p¼ ns). The path from speed of integration to
relationship effectiveness is negative and significant (b¼−0.211 po0.05). Hence, H6a
and H6b are not supported.
In the M&A performance dimension, the results of the path estimates of H7 and H8






































Notes: *p < 0.05; ***p < 0.001
Figure 2.









































on M&A performance (b¼ 0.335, po0.001). Thus, H7 is supported. Similarly,
relationship effectiveness positively and significantly influences M&A performance
(b¼ 0.518, po0.001). Hence, H8 is supported (Table VI).
After confirming H7 and H8, we conducted an additional analysis on the mediating
effects of costs savings and relationship effectiveness on the association between
the integration process and M&A performance dimensions. The results indicate that
both cost savings and relationship effectiveness mediate the relationship between
extent of integration and M&A performance (see Figure 3). Particularly, relationship
effectiveness fully mediates the association between speed of integration and M&A
performance, whereas cost savings and relationship effectiveness partially mediate the
relationship between extent of integration and M&A performance. When we compared
the variance explained of M&A performance (R2¼ 0.606) in the initial model with that
in the additional model including the two mediating effects, R2 increased to 0.656.
Robustness of the model: moderating effect of cultural distance (CD). We tested to
what extent CD moderates the relationship between the antecedents and the marketing
integration process. We assume that if there were significant moderating effects of this
type it would challenge the robustness of the model and translate generic relationships
into culture-specific ones. Why and how CD impacts on the integration process in
M&A environments is discussed by M&A and international business scholars (see, e.g.
Chakrabarti et al., 2009; Kogut and Singh, 1988; Morosini et al., 1998; Ragozzino, 2009;




H1a. Collaboration → extent of marketing integration 0.103 1.686 No
H1b. Collaboration → speed of marketing integration 0.087 0.493 No
H2a. Interaction → extent of marketing integration 0.030 0.057 No
H2b. Interaction → speed of marketing integration −0.281* 2.088 No
H3a. Realignment of marketing resources → extent of
marketing integration
0.292* 3.885 Yes
H3b. Realignment of marketing resources → speed of
marketing integration
−0.041 0.416 No
H4a. Marketing synergy → extent of marketing integration 0.446*** 2.817 Yes
H4b. Marketing synergy → speed of marketing integration −0.113 0.675 No
H5a. Extent of marketing integration → cost savings 0.631*** 10.008 Yes
H5b. Extent of marketing integration → relationship
effectiveness
0.411*** 5.686 Yes
H6a. Speed of marketing integration → cost savings −0.049 0.096 No
H6b. Speed of marketing integration → relationship
effectiveness
−0.211* 2.235 No
H7. Cost reduction → M&A performance 0.335*** 3.789 Yes
H8. Relationship effectiveness → M&A performance 0.518*** 6.347 Yes
Construct R2
Extent of marketing integration 0.558













































We utilize a CD index based on the country scores proposed by the Global Leadership
and Organizational Behavior Effectiveness (GLOBE) index (House et al., 2004).
We draw on the CD formula suggested by Kogut and Singh (1988) to measure the CD
between the acquirer and the acquired firm, which is also suggested by Slangen (2006)
(see Equation (1)). In applying the CD measure, we examine nine dimensions of the
GLOBE index proposed by House et al. (2004): uncertainty avoidance, power distance,
institutional collectivism, in-group collectivism, gender egalitarianism, assertiveness,
future orientation, performance orientation, and human orientation.
The results demonstrate that almost all of the moderating relationships are not
significant, thus pointing to a generic model. One exceptional result shows a significant
but negative moderating effect (b¼−1.796, po0.05) of CD on the relationship between
marketing synergy and the extent of marketing integration. This means that the bigger
the cultural difference, the smaller is the impact of synergy on the breadth of marketing
integration. Except for this, CD does not impact significantly on the relationship
between the antecedents and marketing integration in the contexts of Malaysian and
Indonesian firms’ cross-border M&A activities. Thus, this supports the importance of
an interactive resource integration process from the perspective of Malaysian and
Indonesian acquirers.









where CDj is the overall CD between countries u and j; n the number of cultural
dimensions; Iij the index for the ith cultural dimension of the jth country (acquirer


















t  = 11.311)
–0.190**
(p < 0.01, t  = 2.542)
0.012 (ns, t  = 0.712)
0.398*** (p < 0.001, t  = 5.587)
0.216** (p < 0.05, t  = 2.387)
0.221** (p < 0.05,
t  = 2.171)
R2 = 0.656
0.469***
(p < 0.001, t  = 5.757)
–0.140 (ns, t  = 1.856)










































country); v the variance of the scores of the ith dimension (calculated using the scores of
all countries reported by Hofstede.
Discussion and conclusion
Theoretical implications
In this paper we extend existing frameworks by linking four elements in a cross-border
marketing integration context. These include antecedents, marketing integration
dimensions, integration outcome dimensions, and M&A performance. We investigate
antecedents of marketing integration in cross-border emerging-market M&As.
The majority of the acquirer firms are originating from Malaysia. We further extend
existing research on the relationship between M&A integration processes (i.e. their
scope and extent) and performance outcomes by testing the mediating effects of
integration outcomes (i.e. cost savings and effectiveness of relationships between the
acquirer and the acquired).
In terms of the antecedents, only two of the hypotheses were supported.
The realignment of marketing resources strongly influences the extent of the
marketing integration, with a path coefficient of 0.446 at po0.001 (supporting H4a).
This suggests that in our sample, the acquirer and target firms work closely together to
improve the marketing development by sharing and exchanging marketing resources,
thus enhancing the marketing integration process. This finding is consistent with Capron
and Hulland (1999), but while their work only looks at brands, the salesforce and general
marketing, we are specifically concerned with marketing integration in an M&A context.
Similarly, the antecedent marketing synergy is positively and significantly associated
with the extent of marketing integration, with a path coefficient of 0.292 at po0.05
(supporting H3a). This suggests that both the acquirer and the target firm successfully
diagnosed and selected several of their best marketing practices that they then employed
in both countries to expedite strategic goals (Weber and Dholakia, 2000). At the same
time, both the realignment of marketing resources (H3b) and marketing synergy (H4b)
have not been found to significantly impact on the speed of integration.
In terms of the other rejected hypotheses, it is somewhat surprising that neither
collaboration nor interaction had a significant impact on the extent of integration.
However, a closer look at the measurement scales suggests some possible explanations
for this result. The extent of integration is measured as the harmonization of particular
marketing practices such as advertising, sales channels, brand names, etc. As pointed
out in the theoretical background section, following the logic of the extended RBV there
are three ways to achieve sustained competitive advantage in a cross-border M&A.
These are: first, the acquisition of a company that possesses such resources and
capabilities; second, the joint development of such resources and capabilities in the
post-M&A integration phase; or third, leveraging the acquirer’s unique capability to
synthetize and coordinate acquired resources and capabilities.
It can be argued that while our questionnaire captured the first and the third
approach fairly well, it did not include the measurement of joint development of marketing
capabilities. Although it can be expected that a certain degree of collaboration and
interaction is necessary in the harmonization process, this may not be of that much
relevance as in the case of joint marketing capability development. A possible reason for
this is that the harmonization of existing marketing capabilities is anchored in
professional standards and existing routines. The joint development of new capabilities,
on the other hand, is a more creative and a much messier process which requires a higher






































Another unexpected result is the rejected H2b (b¼−0.281, po0.05) that reveals a
significant but negative association between interaction and the speed of marketing
integration. This can be explained by acquiring firms’ belief that they have to take
more time to understand and build up social relationships with their target firms before
any significant progress can be made toward firm combination. According to Kale et al.
(2009), the cultivation of a relational approach between the acquirer and the target firm
will lead to superior integration results. While this social approach takes time, it allows
ample opportunity for the target firm to restructure its marketing strategies and
prepare operational tactics. This is congruent with Olie (1994), who argues that the time
taken to integrate two different national firms into one entity will help to avoid
management conflicts in the post-merger integration process (Hashim and Jedin, 2007).
Homburg and Bucerius (2006) note that there is no definite answer to the question of
whether a speedy integration results in good M&A performance. Cording et al. (2008)
allude to intermediate goals, specifically internal reorganization and market expansion,
which may reduce the causal ambiguity of the integration process and enhance
acquisition performance. Our findings suggest that slower marketing integration results
in improved M&A performance. This supports the notion of the “merger syndrome,”
which suggests that a paced integration process reaps rewards, especially in the context
of different cultural repertoires (Morosini et al., 1998; Sinkovics et al., 2011).
Managerial implications
The finding that managers who share and leverage previously independent marketing
resources following anM&A integration contribute significantly toward firm performance
carries some important managerial weight. Collaboration and interaction through sharing
can focus attention on existing strengths in a pre-M&A stage and remove redundancies
or duplicate resources in the combined firm. Our findings also highlight the positive
outcomes in terms of cost savings and relationship effectiveness that such a
comprehensive and swift marketing integration process will deliver. Effective
management of communication and cooperation between the acquirer and acquired
reduces uncertainties and miscommunication and thus increases buy-in from staff that
drives satisfaction and positive performance outcomes.
Although CD is does not seem to be a core issue in this study, the results of the
robustness test reveal that Malaysian and Indonesian firms prefer not to rush into the
post-merger integration process. This slower and more mindful approach to M&A can
be argued to reduce the liability of foreignness and increase M&A success through
potentially superior capabilities to coordinate and synthetize acquired resources and
capabilities. Thus, our study offers managerial insight on the importance of socialization
and marketing integration processes in the post-merger cross-border M&A context.
Managers believe that a rushed integration process will jeopardize their relationships
and create conflicts between the acquirer and acquired which are likely to stifle future
performance. Instead, they take the time to learn about each other and, most importantly,
to sustain the sizeable investment of their firm, which will ultimately speed up positive
progress and earn the firm more profits.
Limitations and future research
This study carries some limitations which can be addressed in future work.
The geographical context of this study is an emerging market one. However, Malaysia







































emerging market countries. Future research could involve some other emerging
economies in Southeast Asia, such as the Philippines, Vietnam, and Thailand.
Furthermore, this study only looks at firms listed on the Malaysian and Indonesian
stock exchanges and does not consider specific product or service types of those firms.
Although we attempted to capture the type of M&A using the categorization of
Kitching (1967), there were not enough cases in two of the categories to allow for a
cross-category comparison. We had 68 horizontal, 26 vertical, and 15 conglomerate
M&A cases. Thus, future research may look into unlisted M&As as well as investigate
how the type of M&A influences the integration process. Future studies could
furthermore incorporate other marketing integration dimensions such as the change of
organizational architecture (e.g. organizational culture and structure) and timing.
Furthermore, as the present study only incorporates the views and perceptions
of the acquirer firm, future research may wish to match the acquirer’s perceptions
with the perceptions of acquired employees. Also, a comparative study of the three
proposed ways of acquiring sustained competitive advantage through M&As may add
significant value. Finally, as our study draws on perceptual performance dimensions,
the incorporation of financial and objective measures of performance in future research
would add to existing research (Cornett et al., 2006; Fowler and Schmidt, 1988;
Laamanen and Keil, 2008). Particularly, we suggest that future studies look into
marketing performance in M&A contexts. This would enable the identification of the
specific marketing aspects that prevail in M&A contexts (Ambler and Roberts, 2008;
Craig and Aron, 2002).
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